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22 Yabruary 196 )
O Chairman, GIA Caresr Cauncil a. .z A;ﬂ%¢4,.:ra

SUBJECT: Individual Career Planning a 26 dpev- SE
hecommendations for the aporoval of the CIA Career Council are
containaed in paragraph 6, page 9, ‘

1. FPROBLEM:

v Te sgtablish an Agency-wide program of individual career planning on
an orderly basis.

2, ASSUMPTIONS:

v s, A plan containing proposals for an individual's training and assign-
menta for “he foreseeable futurs serves as an incentive for the indl-
widual to do better work and to direct his interests to a long-term
parger in the Agency.

v h, & plan, which is compatible with an individual s known ability or
his danonatrable potential, if designed in terns of the needs of the
ﬁymncyg increases, when implemented, tha individual's contributions
o the miasion of GIA.

v e. Individual Career Plans, approved by appropriate officials and made
a matier of official record, assist Agency officials in meeting present
and future personnel requirements and serve as a basis for estimating
man powsy po%ential.for future intelligence actlivities. |

3, FACTS:

v a, Fach member of the CIA Career Staff is assured that attention will
e given %o his personal progress. The Application for Membership in
the Career Staff of CIA states, "... that with continuing satisfactory
work performance and conduét on my part, just and equitable attentlion
#ill be accorded my persecnal prograss during my tenurse in the Carser

Staff."
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SIEJECY: Individuni Caveer Planning

25X1A v v, Regulation [ lo aces responsibllity upon the Heads of Career
servicss?
{1) To plan the utilization and development of members of their
Service, including their training, assigmment, rotation; and
advancement, and
{2} To plan ths rotation and reassigomment of members of their Service
0 as to enable that Career Service to meel long-range personnel
raguirements through orderly processes.
v f 2, Partinent data concerning Individval Carser Plans which have been
prapared to date are tebulated in Appendix A.
6 d, The Inspector General has stated that a large number of the complaints
received in his Office from employses is related to job diassatisfaction.
Many of these individuals feel that the Agency has net demonstrated
gufficient interest in assisting them in the develepment of their
sarepers. They also feel that the c¢areer service machinery doss not
afford any long-range co-ordination batween the Jjob and the individual.
o @, Pertinent statistics on Agency separations are shown in gppeqdix B,
i, DISCUSSION:
a. Thera i3 no established Agency policy providing guidance to the Heads
nf Carser Services for the porformance of thelr career planning functioen.
Az a2 result, caresr plamning for individuals in the Agency is cwrrently
carried out in various ways. There is no uniformlty in requirements
or procedursz for making and implementing future career plans for

employzes of the Agency.
s Do
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SunikCT:  individual Carear Fiaamng

Fhe Heads of Caresr Services have submitted rsportg ea their policies
and aecomplishments in regard %o caresr planaing. These reperts include
comments and suggestions in relation Lo individual carser planuing
which shows thal seriocus consideration has bsen given to this problem.
Appendix C 13 a campilation of pertinent data and excerpts from these
raporls -

There i3 no accurate way to deteTiive to what extent informal caresr
planning has been effecied or for what pereent of the smployres of
the Agency ne plang of any kind have been made. Some Carser Sorvices
have made gieat strides in establishing programs calling for written
wilans for tha aszigmoesiii, sraining & daveliopment of individusls
undsr their jurisdietion, but on ths whele this type of formal ca.esx
planning is ¢urrently in its initial slage. Appendix A shows that

as of 17 February 1956, a total of [j formal plane has ween prepared.
Career pianning in tne Agency is at prasent carried cut, for the most
part, an an infarmal manner. 'lans for groups or veriain categorises
of perscnne. are made, sometimss wiin - and many times without - the
respective individuals in these groups participating on a witting
basis. Long-range planning is confined, to a gfeét sxtent, to a feow
specialists in the several fupnctiuvnal fields, In gensrai, individus)
vaveer planning is considered the resmonsibility of the immediste
supsrvizar, whe may or may not have perspsctive or interast ip the

developmant of individuals with a proficiency io more than ons functlion.
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SUBJECY: Individual Career Planning

®anning For individuals in many instances is a series of oral
discusaions with the individual and thus ro documsntation is avallable
as a basis or gulde for fulwre personnsi and training actions which
may affect him.
6, - The nead for an Agency-wide program which provides some wnlfornity
in carrying out the individual career planning funciion has beasn
oxprogsed. Some of the major problems which were pointed uwp in the
reports of the varlicus Carser Services are listed below:
{1} It has been argued that the pfaparation of plans for every
individual in the Agency would require many man-hours of work
and plans for certain groups in the Agency are noeit necessary or
feasible.  This situation is obvlous and nacessitﬁtas consideration
of selective criteria in determining for what growps plans sheuld
be mandatory. Avplying such criteria and establishing practices
which provide for recogrizable priorities should cut the work-
lcad down to manageable proportions. For example, if plans were
required for members of the CIA Career Staff gradss GS=7 through
G3-15, who were not over 55 years of age, this group would number
25X9A2 approximately ] If eriority in processing plans were given
to individuals in grades G5-7 through GS-12, who were not over L5

years old, the immediate work-load would involve preparing approx-

25X9A2 imate'ly- plans. This- includes persons overseas as well 25X9A2
as in headquarters and does not take into account the fact that
ey
iy
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Individual Capreer Planning

sn approximatz total of - plans has alrsady bsan prepared.

If cwrtain groups or categories of personnsi are excluded from
saresy pLannming, 1% might anpear that inequities would be
subomaticslly set wp. This moraie problem must be taken into
congiderstlos. 16 couwd be alisviated by providing that s

hlan may D2 proceased for any individuval who requests it of

s sunerviscr or Career Servize.,

Kesping Individual Career Plans currant would be a convinuing
responsibiiity and a time -consuming factor. Thie situation

zouwld be mat 1n & practical way by relating the revisicn ov
axtension of plans to subssquent major personnel actions which
wouid be expeciad in the normal courss of the individual s serviecs,
Many iadividuais are not $houghl to bs able to prepare or proposs
realistic plans bscause thay ara not aware o their own abilities
or poteniial. They also have a iimited knowledge of job-iypes
and career cpportunities in the Agency. It is alsc recognized
that it mev bs difficult for the immediate supervisor to olfer
positive advive for the develcumest ¢ advancsment of an tadividual
wienia & LuneLliondl arwa ol varwer Lisda Owel which he hae oo
managensnt contool and tonverning wiolch his knowliodge 1s Limiled:
(i de Per biis reas.n that the review and approvai of plans Ly

senior and experienced officials sres necessary,

S
—tnlnieie_
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SUBJECT: Individual Career Planning

{(5) An Agency-wids program requiring the preparatiom of Individual
Garser Plans may be interpreted as authorization of a wholusale
rotational program for all perscnnel. This would disrupt day-
to-day uperations, 1In the minds of some individuals the devslopment
vbjective could be overemphasized and the need %o get thse job
done would become secondary. It has been pointed ocut by ths
Aggistant Director fur Operations that if onm-year rotations
wore anvisaged in every five-ysar plan, 20% of the Agency would
bs retating at all timss and at lsast 10x to 15% of the Agency
would be spending 2 minimum of two to three months a year indoc-
trinating and briefing the rotatees., This is of couwrse adminis-
tratively impossible. A policy of individusl planning is obvious
incompatible with mass rotation. Supervisors and officials concerne

12 with preparing and approving plans for individuals muat apply
| sound management principles in which the real needs of the individ-

ua) and the Agency’'s present and future requirements are co-ordinated.

o~
[N

Individual dissatisfaction and low morale may result if assignments

and training proposed in plans are not implemented as planmed.

The Assistant Director for Nalional Estimates says:
“Unless these formal plans can be fulfilled in a substantial
percantage of cases more preoblems are raised thin zo)wad.

bapl oyae morale suffers if a detailed plam is in existsnce and

18 not implemented......% variety of reasons which may be antirely

£y

cmm—— PSP

A b el i
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SUBJRCY: Individual Caresr Planning

unconnected with the employee's qualifieations, often prevent
scheduled implementation of career progression....” Every employer
18 faced with the uncertainty of the future and the possible
necassity of changing plane to effectively operaste in the light
of existing circumstances whether they involve men, money or
thinge. Careful considsration must be given to this factor of
implementation, otherwise the Agency's Carser System bscomes
merely words on paperg and 1% may not be improper to obssrve
that 1f the expectation ia low that a plan can be implemsnted,
the plan can hardly be said to have been realistically drafted,
4 plan is not merely & statement of an indlvidual’s desires,

{7) 1In sn Agency-wlde individual career planmning prograi policaos
must be established and enforced which provide that plans will
be subsequently considersd in connection with the gpproval of
major personnel and training antions affocting the indiviiwla
This is not intended to restrict desirable flexibliity of aciiun
but rather to ensure that major actions which deviate from the
proposals in the individual's plan are taken after serious consid-
eration of all pertinent factors. In line with this requiremnsnt
individual plans should be made a part of an official‘record (i.e.y
placed in the individual’s Official Personnel Folder) so they ara
available to all officials responsible fér_initiating and approving
subsequent personnel actions. It is anticipated that plans of

T
I
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SUBIECT:  Individusl Carecr Ylanning

individuals may incljde across-tha-board career opportunities.
Therefore, plans should be official docwments avallable to
obher Career Services when appropriate.
S. CONCLUSIONS: |
As a basis for discussiocn, the following conclusions are formulateds
' Tpdividusl Caresr Planz should be required for ali embers of the
CIA Caresr Staff within the grade range of G5-7 thr;ugh G3=15 who

r 9 A . o

.  Irdividual Career Plans may be prepared for any other staff employwe

o stafl aganb, if ia the qpinion of the individual or his supervisop

the documentation of a plan for the individual 1is required or desirable.

1" -— }'7"' .
¢o Individual Career Plans for persons @8=7-through—63=12; ﬂﬁﬁkﬂ%4ﬂ;ﬂﬁquL___~\\

5 shiould be
given first priority in determining the sequence for processing plans.

d. Individual Career Plans should be filed, subsequent to thﬁii?p;;;;l
by appropriate officials; in the Official Personnel Folder of the
individual concerned.

oo An approved Individual Career Plan, along with the annuel Fitness
Report (Part II) Potential should be subsequently considered in
connection with ths approval of major personnel snd training actions
affecting the individual.

f, A majer change in status, such as reassigmment, promotion, change in
duty betwesen headquartars and field, should trigger the review and

extenaion of a plan.

B :
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SURJECT: Irdividual Career Planning

6, RECOMMENDS *IONS: 2
it is racc&mendgdaf

#. That the cgggihsions in paragraph 5 be tentatively approved as a

Y the Heads,pf’the Career Services,

basis forAliscussion, and
b, That thé CLA Career Gouficil in;
and the*Chairmun af tha Gareq{ ervicgjﬁﬁards and Panels to a special

mqghipg of thﬁ’Gouncil in tHe nqaﬁ'fuwure to discuss the sestablishment
I

1’

of ai(ﬁﬁgﬂhymwide program of individual career planning.
i

25X1A%9a

Execu’ ve Secretary
CIA Career Council

¥ote: This Staff Study was prepared by the Development Staff,
Office of Personnel.

s 9._—;
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SEPARATIONS HRCM Cla AYPRENGIA B
Voluntary Separaiions of Staff Personzel Agency Voluntsry Separatses
Betwesn 1 July 1955 and 31 December 1955 Boetween 1 July 1955 snd 31 December 1955
With 3 Years or ¥ore of Agency Sarvice With 3 Years or Mors of Agency Service
By Reason kWho Went tc Other Federsl Agencies
Cr to Private Industiry
Reascn Number
F0tal. o onsnoconcnocacroncnas Totaliccsoscsnoecncesonaocasroanass
Job.tercecans cesecoestcanoua
Personal.....cceene To Private Industry.ceviocoesacsenns
Family.oivoereeennen. cesecnoasans To Other Federal AgencieS.....coes.
Community.oeeerevsvronsnnas -

ANALYSIS OF VOLUNTARY SEPARATIONS FROM CIa

An analysis of Agsncy separations from 1 July 1955 through 31 December 1955 shows that during
that period [llstaff employees who had been in CIA for three or more years left the Agency
voluntarily. Of this number, 24 reported in their exit interviews Job dissatisfection as their
reason for leaving and qlreported they were leaving for personal reasons. It is not possibls
to analyze statistically this group of- but it has been demonstrated that among persons

giving personal reasons for leaving, there are those who are not willing to have their real reascn

for leaving the Agency officially recorded.

The report of separations for 1 July 1955 to 31 December 1955 shows that of the persons
voluntarily separated staff employees with three years or more of Agency service left to
accept other employmenmto private industry and to other Federal agencies). The action
of these ] persons indicates that they considered other employment rather than continued
employment with CIA to be advantageous to them.

25X1A
APPENDIX B
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22 February 1956
APPENDIL C

REPORTS ON INDIVIDUAL CAREER PLANNING PROGRAMS

REFIRENCE: Hemorandum for Heads of Carser Services from
“xacutive Secretary, CIA Career Counecil,
dated 9 February 1956

The Heads of Career Services submitted reportis
on their individual eareer vlaming programs in accordance
with the referenced memorandum.

Excerpts from the reports from the various
Career Services are included herein since it was not
practical to reproduce the gntire text of the reports.
Direct quotations are reproduced here in order that
nuances of meaning shall not have been distorted. These
quotations have been removed from thelr context to as spall
degree as possible. Statistical and procedural information
contained in the reports has been sumarized in Avpendix A.

% Two coples of the eniire text of the reports are
circulating to members of the Council.

25X1A9%9a

APP. C
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SECTION I
CLANDESTIRE SERVICES CAREER SERVICE

" oooProcedures for the develomment of individual career plsns, insofar
33 DI and UP/DM service designees are concerned, have been developed and
are currently in operation. It was decided to begin the planning program
with those indiviiuwals falling within the GS-11 to G512 grade range who
are members of the Carser Staff. This nrovides an orderly method for
developing individuzl career plans and avolds the serious morule problem
whleh would result from an uncoordinated effort to develop career plans
for all individuals at onece. The nrocedures Leing carried out by the FI
and PP Career Service Panels are essentially a3 follows:

a, The FI or PP Career Management Officer, a3 anrtroprlate,
interviews the individual concerned and discusgses with him the
objectives of the program as they relate to him.

b, The individval is asked to think out his own ideas concern-
ing his future ecourse of development and to discuss them with hils
supervisor. He is asked to be preparad to meet in about three weeks
#ith a working committee to discuss and further develop his plan.

¢. JIn each ecase, the working group is comvosed of two senior
officers of the same service designation as the individual from his
own division and one such officer from the apvropriate Senior Staff,
together with the Career Management Officer.

¢. This working group meets with the individual and develops
a proposed plan in sccordance with the vrovisions of Il +hich is 25X1A
then presented for final consideration and approval by the appropriate
Career Service Panel. .

e, Copies of the individual's aoproved plan are maintained in
his Area Division and in the Career Mansgement Office supporting his
Career Panel. Thereafter, an individual’s career plan is considered
both by his Division and by his Career Psnel in connection with any
personnel and training actions affecting him.

25X1A Pe/rM_Individnal Career Plans
*...The PP Panel expects to be able to complete individual career plans
25X9A2 at the rate of [ ver month. At that rate it will take approximately tuwo
and one-half years to comolete plans for all PP/PM personnel in the grades
iS-5 to G5-13 inclusive. There are officers in thesa grades. This 25X9

iloure is based on the assumption that all of these people will be accepted
as members of the Career Staff and that they will be available in head-
quarters at some time during this period.
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"Plans will be prepared first for all (5.11°'s and 12%s available in
headjuarters who have been accepted as members of the Career Staff. At
present there are 46 officers in this category. When plans for this
group have been completed, plans will be initiated for the GS5-7's and 9's
and then for the G5-13's, The PP Panel has not yet daveloped a program
for planning the carsers of GS-14's and 15°s,

FI_Tndividual Career Plang

oooIt 18 estimated that the FI Panel can complete 30 individual
carser vlans per month during the next year. The current production is
in the neighborhood of 20 per month.

"Plang are being vrepared initially for all GS-1l's and GS-12's who
have been accepted for membershin in the Carser Jtaff. In some instances
excentions to these grade limitations are made if so directed by the I
Career Service Panel in the cases of specific iniividuals.

133 Individyal Carcer Plansg

"The TSS Carear Panel has not formalized procedures for the
develoomant of individual eareer plans.

"The high degree of specialization within the three major components
of T9S (Research and Development, Authentication, and Technical Aids)
places the iniiviiual vithin a narrow career pattern already determined
by the nature of his speeialized skills. The TSS Panel has developed
studies of normal career progression within the various components of
this staff. The vurposs of such studies has been to ear mark individuals
who have demonstrated leadership qualities. Vhen an individual is found
to hava such jualitiss, his path to eventual administrative responsi-
bility ecan be readily traced. Such assignment to such responsibilities
would normally follow a nrolonged period of obsarvation by senior TSS
officors. Because of the intangibles present, and because during the
period of cbservation the individual concerned must necessarily confine
himself to one specific field of concentration, it hasz not been deemed
Judiclous to include the individual in a step by step programming of a
plan which might eventually leai him away from his particular field of
interest.

"In only rare instances have career employees of the Technical
Services Staff left their field of interest to pursue a career in other
components of the Agency. The development of their careers within TSS
wlll be rredicated from the beginning upon those spzcific qualifica-
tions for which they were originally hired. The TS5 Career Service
Panel 1s of the conviction that documented individual career plans for

- 1ts employees might well result in a problem of morale gquite adverse to
the purpose intended ty the imolementation of the program in other
components of the Ageney.
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Clarical (DS) Mndividual Career Plang

"...To date there have been insufficient personnel available for the
Career Manapement support of the Clerical Panel to provide a mechanism
for individuzl carcer planning. In addition, attrition 13 so great
amongz the DS groun and the developmental possibilities are of such
comparatively narrow scope that it has not been feasible to date to
formalize nrocedures for individusl career planning. This does not
preclude the desirability of carser planning for selected individuals,
but an equitable basis for the program has not been developed beyond

the discussion stage.,"
- o

Iy : APP. C
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SECTION II

THE INTELLIGENCE PROUDUCTION CARKER SERVICE

The National Ustimates Career Service

"...We recosnize that a orogram of detailed uritten career develop-
ment rlans, projected step by step into the future, may be necessary in
larger comronents of the agency. Uowever, we believe that such a program
has serious drawbacks even in the larger offices, and is particularly
inarnvrooriate for a small office such as O/NE...

"O/RE has operated on the principle that effective career development
comes from a knowledge on the part of each employes that he is encouraged
to discuss his job preferences and career intentions with his supervisor;
that his superiors are interested in his future: and that the agency will
implement career development of qualified emcloyees., It comes also from
resnonsible supervision and from continuing surveys by each Office Carser
Service Board of the emvloyees under its guldance., All this is admittedly
more difficult in the large components of the agency. -

"In O/NE we have encouraged personal interviews of employees with their
supervisors. e have had many employees anpear before the Career Service
Boari for a full discussion of carcer develooment and Job vrogression. Our
Board has under continuing consideration the professional growth of its
emoloyees. We think this practice is effective and we believe morale is
imvroved by it.

"In sum, our vosition is that career development should be a matter
of serlous concern to responsible officials in every segment of the agency.
Tts effective implementstion will vary in different offices. For an office
as small sa O/NE, we feel that individual consideration at normal, appro-
oriste, flexible intervals is perferable to any written plan, detailed in
advance, which may be unrealistic and which in most cases will probably
prove to be impossible to implement.”

- - Sherman Kent
The Current Intelligence Carcer Service
"oovIﬁdividual Career Development Plans are submitted by individuals
outlining their desires, alternatives, and wreferences for caresr develoo-

ment. Imnlémentation of these plans is devendent upon the success of
negotiations with other Boards, particularly those in the DD/P.,."

- 25X1A%a
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The Basic Intelligence Career Service

".s.This Office has serious reservations regarding the feasibility,
or even the desirability, of preparing Individual Career Development
Plans on any across-the-board bazis. The reservations stem from various
considerations, all centering upon the cuestions of the need and useful-
ness of individual Plans for each employee. For example, are Plans to
he preparsd on personnel G5-5 and below, or G5-15 and above! Should an
individusl over 50 years of age have a Plan, or an individual over 60%
Should a Plan be prepared on a person not a member of the Career Staff?
In short, if Plans are not to be orepared on everyone, what are to be the
criteria for a selective oreparation of Plans?

"From the office management point of view, the desirability of
preparing Plans needs careful study. U“hile some temporary boost in
smployec morale might result from calling in each individuwal and ascertain-
ing his wishes and objectives in the future, it is believed that, unless
some mechanism is in being to implement each individual's wishes, particu-
larly where they relate to extra-Office rotation, the long-term effects
might well be employee dissatisfaction over a sunrossed failure by manage-
ment to fulfill what the employee may regard as a tacit promise contained
in the Plan.

"Another problem in preparing Plans lies in the fact that the individual
DD/I Offices generally have insufficient knowledge about the personnel
rejuirements, openings, nossibilities, etc., of other Offices, to say
nothing of the DD/P Area, to effectively advise or otherwise aid the employee
in the development of any Career Develooment Plan that envisions movement
outside the Office. '

"This Office has always encouriged its employess to look forwvard to
service in the Central Intelligence Agency as a career. It recognizes the
need for developing in gqualified individuals the knowledge, background, and
understanding necaessary to perform skillfully in the vital work of the
Agency at large and ef the Office in varticular. To this end, constant
observation and counseling of employees tzkes vlace. Fach fitness report
contains the considered recommendations of the revorting supervisor for
future training or other acpropriate action for the develomment of the
individual reported upon; these recommendations are carefully noted and
welghed by the office management. This process has, over the years,
resulted in the career development., through training opportunities or
progressive professional develomment in this Office and in transfers to
other offices and comnonents, of those individuals whose job-performancs
and abllities so warranted, although it has not produced any formally
written, agreed uvon, and approvsd Individual Career Development Plans

as such...®
- 25X1A9a
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The Research and Reports Career Service

?.oThe. . .renort should not he construed as indicatine that CHER has
not miven thought anid consideration to the problem of the development of
individual written career develovment vlans. On the contrary, carcer
rlanning has heen and continues to be an item of foremoat Importance to
this Office and its Career Service Boari. However, a thorough analysis
of this problem, at least in its arplication to ORR, resulted in the
unanimous oninicn of the Board members that a program which reguirss the
prevaration of individual written career development plans is neither work-
able nor partlcularly advisable from the management standooint. Serious
consideration must be given and is given by ORR to the development of
required professional competency within the various aspects of the ORR's
intelligenes production responsibilities principally through the sponsoring
of individuals to training courses ani the assigrment of individuals to
cortain jobs for the purrose of acguiring on-the-job training and experi-
snice. This process is exercisead by management in conjunction with the
gnown capabilities of the individuzl,. his stated desires and the require-
nents of the Office to maintain adequate manpower strengths properly to
perform its mission., Very often, self-initiated requests for training
carmot be sranted. It 1s believed that any offieial requirement that
individual career vlans be developed by the individual would be a serious
error and would lead only to dislillusiomment when written and approved
nlans cammot be realized. On the other hand, we believe that effective
career development can be achieved through a cooperatively-arrived-at
understanding between supervisor and employee on individual deficlencies,
strengths, training or new work expzriences needed to take advantspge of
succassive future oprortunities for career advancement.

"The ORR Career Service Board expects to recommend, within the next
gixty days, a Career Develorment Folley which will establish the ORR position
that the objectives of carser develooment can be met through the following
process:

2., The counseling of indivifuals by their immediate super-
visors regarding their capabilities, performance, aspirations and
opportunities,

b, The utilization of position standards and written qualifica-

tlon requirements in planning progression of individuals within the
several professional career fields found in ORR.

¢, The education of supervisors in ORR in order that they will

apply sound management principles in the full utilization and develop-
nent of the human resources within their areas of responsibility...”

7 APP. C
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The Scientific Intelligence Career Service

R
&

"aeoThe Offtee of Scientific Intelligence has tsken the following
steps toward the establishment of an individual career nlanning pro-
gram:

a. The Office policy for the initiation of individual career
plans has been astablished as indicated in ... the apnroved draft
of the OSI Fitness Report regulation. This policy will go into
effect as soon as the Handbooks on the Fitness Reports are rsceived
and supervisors ars instructed in the use of the new fom.

b. The regulation requires that a memorandum outlining the
individual's ‘career develomment be attached to the initial and
annual Fitness Revort on all employees. This memorandum will be
placed in the individusl's Office Persomnnecl Folder and will be
reviewed by the 0SI/CSB during the semi-annual review of individuals
in the zone of consideration for promotion. The memorandum will also
be reviewel by the supervisor and discussed with the individual each
year when the annual Fitness Report is prepared and revisions will
be made as annropriste.

c¢s The length of time covered in the plan depands on many
factors, 1.e., the potential of the individual, length of training
courses planned, whether rotation overseas or attendance at Defense
Schools 1s contemplated or an individual's career nlan may be
limited to his present assignment for the foreseeable future.

d. As an aid to the establishment of an effective and practical
career develomment program, 051 has in final form an OSI Training
Handbook designed to assist supervisors and analysts in the selection
of training courses,

e. Jince it is recognized that rotation to other components in
the Agency is limited for a large number of 03T seientific and
technical soecialists who are not and, do not asnire to be aiminis-
trators, various tyoves of assiznments in other components which might
provide an opportunity for qualified individuals to broaden their
experience and become better intelligence officers are being ecompiled
to be used by supervisors as appropriata.

"In order to carry out its mission, O0ST must employ a large number of
individuals whose education and previous experience gualifies them for
the higher grades (GS5-12 - G5.15). Since over a number of years, the
opportunlty for promotions are thereby limited, other means of compensa-
tion for the individual must be devised. This 1s being given careful

consideration by the Board..."

APP, C
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SECTION 11X

THE OPERATIONS ConEEHR SERVI E

®.ecAt vwarious meetings over the past two ears, the OfTice of
Overations Career Serviee Board hias discussed he advisability of pre-
paring career development plans for all persor iel. The Board has always
been of the orinion that such plans should be wptionsl and not mandatory...

¥osoWe readily aimit that preparing caree;s development plans for some
personnel would have a good effect on morale $: the initial stage. The
bad morale effects would not become evident until after the first or second
yezr when it became irparent that such mandatory career development plans
#ere not being imolemented.

Tde fiymly believe that individual czrser develooment plans represent
only an aid to orover career develovment and personnel management, and we
fesr an ald of very doubtful value if not promptly and effectively imple-
aentad, Ve feel that career Jdevelopment i3 essentizlly the utilization of
nanmower, first for the greatest benefit to the Agency, and secondly for
the greatest benefit to the individual; that it is knowing the capabilities
of our versonnsl, recognizing thelir desires, and assuring that nersonnel are
wall trained and available for more resvonsible jobs either in the various
divisions of this Office or in other components of the Agency. It is a
watter prinarily of good personnel management and training, ‘

¥*In our vrograms for carzer development and perscnnel management, almost
saver reduced to formal writing, we believe that we have bsen eminently
suecessiul over a number of years and are continuing to be s80...

¥aoote repsat that in the opinion of this Office career development
nianning is only an aid to career development, and carser development in
itself is only another phrase for proper personnel management. Therefore,
to avoid the difficulties and dangers of mendatory formalized career plans.
wa recommend:

a. That formal carcer develomment plans asnroved by a Career
Szrvice Board be not made mandatory. These should be optional as
under pregent regulations.

b. That, although not mandatory, individuals should be urged
to make a short statement in regard to thelr desires and intentions...

¢. Thai these statements should ngot rsceive formal approval by
Career Service Boards and should merely be incorvorated in office
personnel filess as management tools and puides to be used by super-
visors. This should be firmmly understood by all personnel.

d. That the initial statement of desires or intentions should
be attached to the retention copy of the next fitress report. This
would insure automatic review on a yearly basis.”

w o Gaorge G. Carey
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SECTION IV

THE CENTRAL RUFZRINCGE CARGER SERVICE

“The eoncept of individual caresr development planning for OCR per.
sounel was inavgurated at the eleventh meating of the OCR Caraer Serviee
Beard on 16 April 1953. At this time, each Division Chief was asked to
prapare long range carser developmsnt plans for several of tholir most proe
mising employees covering a period of appraximately ten yoars; These
plans were to be flexible and subjeot to eontinual review, edition, and
deleticn.

"Indavidual Career Development Plans were to bs prepared through the
combined efforts of the individual concerned and his respective supervisors.
After vrepavation, the earesr plans were to be submitted to the OCR Caroer
Service Board for review and approval. As indicated in the first amowunce.
mont by the Board, the plans were to bs subjest to rovisim by the indi.
vidnl, his swarvisors, or the Board whenever nacessary. . Irplementation
of the plans would take place through joint astlion of the individual®s
swervisors, Career Service Board, Adnministrative Staff, and Training
Liaison Officer.

"At the thirteenth mecting of the Board, twentyefouwr individual long
range eareer vlans were subnitted by the varlous divisions. These plans
wsre ¢o ba placed in the individual’s persomnel folder, and action was %o
ba initiated by the divisions at the proper tims. Sinee then, various
vhasas of Ssane of thoss plans have baen implemsnted wherever foasibls. As
many of these original plans were for key personnel such as branch chiefs,
yrmlementation of Gortain phases did not anmear possibleé without harming
the service mlssion of OCR. Furthérmore, without a. definite system far
vroviding capable replacerwnts for those who are absent on long torm
rotation or training programs, further difficulties were encountered in the
$mplementation of certain plana. Consequently, most phases in these career
plans have baen limited to shaorter term rotation and training programs.

"The greater part of OCR's eareer planning, however, has been of the
infoimal £ype, where the individual plans, with the aid and guildance of
swervisors, his futuwre development without necessarily presenting it in
written form., JIn these instaness, individuals erbark uvpon rotaticn plans
and training ecurses whanever the necessity and cpportunity arises...

"The very nature of OCR's structure, organization, and mission prosents
Immumerable oroblems in individusl career development plamming for a large
sapment of OCR personnsl. Since OCR has no representatives in overseas
stations, it 1s virtually impossible to send personnel on overseas tours
vnier OCR auspicies, Furthermore, large scale rotation of individuals
would irmair the workings of the Office unless replacements were supnlied
far those who wers on rotation., lNar doss.OCR have a great demand for
cortain s%ille and facilities that would justify sonding a large number of
versomnsl on lenz term training programs. Thus due to these factors, the
tyme of leng rangs individuval career plamning that appears to be snivisioned
would be extremely difficult without an expanded overall Agency framework
{o provide for this...” - -
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JECTION ¥

SUPPORT CAREER SERVICE

Admindstration Careor Service

" eodn the sumer of 1954 the Deputy Director (Sunport) directed the
appointment to his own offdce T/O of a Carsor ilanagemont Officer., For
¢this purpose a Carear ianagement Officer position was established, whose
incumbent has the responsibility for the preparation of individual career
development plans for a1l SA desipmees. Completed plans are sunitted to
the Administration Carecr Board for review, coammwents and recamendations
$0 the Deputy Dircotoar (Support). Aporoval of the plans is given by the
Deputy Director (Swwort). Tmpleomentation of the plans 4s to bo carried
out by the Executive Secretary for the Administration Career Board, the
Careoyr Hanapement Officer and others who are engaged in the rotation and
reassiprment of CIA persomel. Revision of the individual programs is to
ba made by the Carwer Manapement Officer, with the advige and recoamendas
%ions of the Administration Carger Board and the approval of the Dsputy
Diroctor (Swoport). -

Plonning was first initisted for those SDeSA designees in the middle
(1.000 05a0, GSall) grade levels. It was folt that in these grade levels
would be found those who had had suf'ficlent Agenoy exparienca by which
Ageney growth potentlal could be judged and which potential at the same
time eould be expected, by intelligert plamning, to Le more easily realized,

“The Carecr Managsment Officer originally devoted his time to sscuxing
a1l information possible concerning vositimms and their requirements within
the purviewr of the Administration Career Board. Using the plan outlined in
tho preceding paragraph he then berén emducting sories of interviews with
SA desipnees, siborvisors, Office of Training officials and other appro-
priate individuals. Six plans were completed (one of whieh is attached,
"Byes Only," for the Executive Seeretary, CIA Career Cownell) and two were
reviowad and aporoved. Approxinmately ten othere are in various stages of
procassing.

"When the first two plans were presented to the Board, rescamendation
for approval was given, but it was suggested that the basic curriculum
vitae be abbreviated as mush as possible: It was at this point that the
then Career Management Officer was reassigned as Exeoutive Secrstary for
the Administratimm Carcer Board., For the past year there has bsen no
incbent in the Career lHanncoment Officer position and therefore no
further, formnd., individval eareer development plamming,”

B

APP. C
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2. DBudget AndFinance Carcor Service

¥ oeThe SF Carecr Service Board was ostabilished 18 August 1952 and 45
eonprised of a Chairman and ssven members who are Division and Staff
Chiefs of the 0ffice of the Coamptroller. During ¢this period, the Board
hag engaped in a review of pranotions, reassigmients, headquarters and
overgeas assxmxents of 21l persomnsl carrying SF designation. and review
of problen cases., Far example, a total of_ porsonmel were assigmed  opyqa
to and from the Pield dwring the Calondsy Yoar 31955. This dees not in.
clude headquariers assigmmente within the components of the Office of the
Camptrollar and cther of fices here at hoidquorters where the SF Board is
roquired on a eontinuing basis Yo pvlass quslified porsomnel, In addition,
training reuests, both interm‘l and external ave reviewad and appmmd bar
the Board.,

A yeview of the activitiss of ¢the work performed by the SF Camor
Board and ths Uead of the SF Caveor Servies indicates that ¢he dutics and

respensibilities as emeerated in Regulation NN (=2 25X1A
been carried out in a satisfactary mannse.

"Dus to the lack of suffisisnt persomsl to handle the additionwl
worklead, the 0ffice of the Camptrdler has not developsd a formal progran
for the preparation of foarmal written individml carser dsvelopment plans,
A1l indtvidual career planming is baing dome on am infarmal basis, For

25X1A earole s the[] pereannel mentianed in parageaph 2 above vers interviewed
by their respective Division Chiefs and in almost sl instances by the
Camptrdlley persenally, at which time their new assigrments were discussed
»oy@thesr with plans for fuluwre assigmanm and training. Our advanced
individual nlammcr has been the natwre of aprranging for propsy training
goursas, both internal and axternal, rotatian at headquarters to various
rositions in preparation for an overseas agsigmuont, return to headauariers
ferr Turther treining and assiprmont.

*The program os presently followed by this Office is as camlote as can
Y2 ontered into wiless additionel nersamel ave made availabtle and assigned
PWll-tine responsibility to prepare written career planss If such direce
tion were implemented and persomnol were assigned on a permenent basis, it
would be cuwr opinton that such plons should be restrictsd to gertain grad.a
levcls, such as G5.11%s and above,

"Dus %o the ever changing nature of our operaticns, turnover in per-
sonnel and other factors, individusl caresr plans will alwaye be in a
state of constant change, therefore, this Office doubts the practieality
of a program whieh contemplates the preparatiom of a formal detalled
individual career vlan fe each employee.”

w = EyReBeunders
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Carmnications Carsar Service

®..o.Thore are no Office of Camunications publications establishing
individual career prosrams as such. Havever, as indicated in &S Ordor
355 (ecopy attached), the Director of Camrmmications tokes an extrems
interest in securing that each iniividval has a Flan and that it is
exmatiblea vith peraonal and Apency requirements.

"Bvary member of the Commmmications Career Sarvice, with a few exe
cantions, has an aporoved Plan which covers a neriod of at least two years.
Plans ewrrently in process are for those individuals vho are about to
camplete a Plan already in existence or neir EOD's with the Office,

"It 1s necessary that all individuals in the Camrumications Carecr
Serviee have a Plan,

"Basieally, reassismment, promotion, campletion of an overseas tour,
or preparation for an overseas towr “triggers” the initiatin of the Plan,

"Camleted Plans are primarily maintained in a reference file for the
Carcer Serviece Board. However, copies of the Plans are also maintained
both in the individual's official Personnsl File and Commmications file
and a copy ig retained by the interested division within the Office of
Comrrmications,

*There are attached, as examples, two censecutive Plans for 2 member
of the Commmicatims Career Servise. DBarring emergencies, these Plans
cover a pariod of at least four years. Statisties fwurnished in the
quarterly reports of the astivities of ths Cammnieationg Carser Servies
will indieate the number of similar Plang approved each quarter.®

. N e

Madieal Caraer Servies

".0oNo Medical Staff notices, regulations or memoranda have been
i3sued on this specific subject, but lledical Staff Repulation, No. 755,
"Polielies Relating to Employment and Career with the ledical Staff®,
dated 30 Degember 1954, is utilized for guldance.

*The informal Individual Career Development Plans that are currently
in effaect for SD:SH employees were developed, reviewed, and eporoved on an
ad hog basis...

®0oN® Medical Staff porsonmel are required to prepare their oun plans.
However, the Fiald Reassigmment uestionnaire fram an overseas SD:SH indi-
vidual , forr example, is acknaledged by a persona) dispatch from the Chief,
Hadieal Staff which discusses the individual’s future and includes, in most
gas:: » the planning action resammended by ths Medieal Staff Careor Service
m -

7001280097
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"The Medical Staff uses certaln ocatepories of persamel for whom
envesy plenning is not indleated. Thess include military personnel
detailed for porieds of ome to three yoars, coatroot physieians engaged
far 2 trowyear period, and finally certain profeseicnsl personnel engigsd
wmdler embract Por partetime work of a consultative naturs. Hone of those
are Staf? Smolayeor, and therofore, no career vlanming is requirsd.

“Thig staff has established no priority or sequensy by whieh Planning
prosseds. Of those nine SD:SHM individuals for whom infermal noneuritien
nians are in affect, eight are members of the Corcer Staff or have come
vitsted three years service and have stated thelr intention of apalying far
Cnwgor Staff mermbership: their grades range fram 5.8 to (515,

“Dats pertaining to the informal carser plenning mentlioned 1s mins
zalned in the personnel £iles of this staff; sortaln additlonal data,
whenaver formal training is involved, i3 maintalned in the training files

of thisz staff,"
- I 25X1A9a

Porsoamsl Carcer Sorviee

2 ..d% 48 expected that practicslly all SP employers who are msmbers
of the Carsor Staff will bs asked to prepare individual Career Plans,
Thare will probably be a very fow enployses who will net be asked to
propare thelr individual Carecr Flans dus to the partledlar specialized
sature of their work, o dwe to gertain perscnel limitations of the
individual in question.

®in terms of Plans in process, it is owr intention to provide for
Capger Serviee review a "eross ssstion® of differont types of Plans from
diverss phyzieal lotations in the agency., It 19 expected that once a
sufficient nwber of Plans currently 4in process are recelved, a general
20 ahsad" w111 be given by the Persomnel Career Board in order to apply
nore rapidiy the individusl Carser Planning Program throughout the SP
Geyoor Serviea., 1t is contemplated that following consideration of Plans
“ayrrently in process® that priority will be given to Careor Plans on the
.17 ond 05212 level. It 48 felt that these particular prades are most
aritieal, and demanding of hirher priority...”

I S

"Tndividual earesyr dewvelopment plans have not bsen prepared for
popsonnel in the Office of Secwrity. Informal plarming has bsen done in
pranaring Security careerists for assigments in I 25X1A
and the implomentation of these plans has resulted in the progressive
advancenent of many of the individuvals eoncernsd,

3acurity Career Servics
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*Tha Office of Security has devsloped the skills required of ite

F personnel. through formal courses, onethesjob training,
confereneas, and individual guidanee. It has fostered the growth of its
Junler persemel by assigaments of an increasingly rosponsivle nature,

supplemonted in s cases by the Manapement Course,

"Seevrity Officors, before assignment overseas, are given a planned
sourss of training, including a speciallzed Security Officers’! Field
“ourse, the Basie Orlentation Course and the Operations Familiarisaticn
Course, with additional teohniesl training (provided by TSS) as required
in individual eases. Upon their return from cverseas they are provided
with negessary refresher ¢raining and are assigned to positims within
the Office of Security or detailed as Security Ufficers within other
coamponents of the Ageney. In deternining the placement of returnces
consideration is riven to the requircments placed on the Office by ths
other camonents, as well as the capabilities of the individval and his
exproessed préfaronee for reassigmment shom on a questionnaire prepared
six nomths before his departure fran his overseas post.

"The grade Jevels of the versonmel involved in these rotation
ssoiouments range from G5o0 to GS«15. In additimm, G55 throush GSa7
“laries] and stenograpbis emmloyess sre provided for rotation assignmonts
overdsas, These persons are furnished apmropriate Support training prior
to departure for overseas and upon their return are assigned to switalle
secrotarial or clerieal dutles at Headauarters or in the Security fisld
offices, Infarmsl planming includes the davelosment of clerisz). and
stenographice porsanmel of this Office, and the progressive advancement of
the female employees to pezitions of a profossionsl grade (shove GSe7),

“At present thevs is being vrepared within the Office of Security,
Tor eonsideration by the Caresr Servies Board, projected plarming for the
vt two years in the matter of selection of personncl fer replacsment of
thogse Security caresrists who are at present in overseas asslgrments as
wsll as in demestie assimments in sther coponents of the Aganey. UWhen
the individuals are sclosted, their replacemsnts will be c¢hosen and training
will be prma.@dc oow

- - Sheffield Edwards
Training Caresr Service
"o o0 A statement of proceduresz for the preparatior, review, and approval
of’ plans iz contained in OTR Regulation 20-7; revisions are submitted annually

on Form #839. The annual review of each plan by the OTR Career Service Board
assures implementation...

1% APP. C
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"o .. At the end of calendar year 1955, Career Plans had besn completed
and approved for all OTR headquarters personnel except those individuals
who entered on duty during that year. Commencing January 1956, all
individuals will resubmit Capcer Plans for review by the OTR/CSB, accord-
ing to the previously established schedule,

7811 employees in the OTR Career Service are reguired t0 prepare plans.
mployees in other Career Services will prepare plans to cover their tour
of duty in the Office of Training. School and Staff Chiefs, and certain
other senlor officials so designated to the DTR, subwit their Career Plans
directly to the Head of the Office of Training Career Service.

"Each individual assigned to OTR prepares his initial Career Plan. This
plan will be processed according to established procedure and presented
to the CSD alonz with the plans of all other members of his School or Jtaff.

"Carcer Plans of ST desipgnees ohysically assigned elsewhere in the
Agency will be forwarded to the OTR/CSB for presentation at the next
appropriate meeting.

"A copy of an individual's plan, along with the decision of the OTR
Career Service Board regarding such plen, is retained in the Personnel
Section/OTR,

"Waile the School or Staff Chief concerned is responsible for impls-
menting the plan of each individual, the Carecer Management Officer will
assure execution and fulfillment of all such plans through periodic
consultation with the appropriate School or Staff Chief."

*...The necessity for establishing...z program, which provides for long
renge career planning for selected grouns and individuals within groups, was
recognized and dlscussed by our Carser Board as long as two years ago. It
was likewise recognized at that time that a firm base did not exist upon
wialeh to establish a program which would encompass all individuals engaged
in the wldely divergent activitles of this Office. Acting upon the need for
specifie information uoon which to plan individual programs, biographical
and other information has been obtained from approximately “ designees 25X9A2

logistice Career Service

which may now serve as a body of data upon whiek to base a program.
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“Tn addition to the foregoing effort, the Logistics Career Board
vlans, as far as possible in advance, to effect a rotation program of
80, designees to and from SL designated positions locatsd in DD/P and
alsewhere outside the Office of Logisties. Individual career counsel-
ing services relating to carzer development, training, and employee
interests ani desires are being provided daily to SL designees by
Office of Logistics supervisory personnel and the OL Personn°1 and
Training Branch,

“The types of positions and the personnel emnloyed by this Office
vary widely as to qualifications. Indivilual programs developed for
&nploymaq in certain groups where the probability of consummation of
these nrograms is highly questionable, could only result in serious
dislocation of an office.wlde program.

“In view of the work done to date, it is felt that thls Office is
aow in a position to undertake an Individual Carser Flanning Program
on a basis sufficiently selective so as to assure the success of the
individual plans. The assistance of the CIA Career Council in develop-
ing such a selective program, would be of material benefit.”

- - dames A, Garrison
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